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EXECUTIVE SUMMARY

During the Soviet era, rdatively high-quality agricultura products from Lithuaniawere
sold throughout the Soviet Union. Shortly after Lithuaniaregained itsindependencein
1990, these traditional export markets evaporated. Most of Lithuania s newly privatized
commercid farms and food-processing companies found themsdvesin acritica

gtuation. Production costs were rising rapidly, and they were unable to competein
internationa markets due to outdated equipment, practices, and management techniques.
By 1993, two-thirds of these businesses had gone bankrupt. In order to respond, USAID
signed a cooperative ass stance agreement with Volunteers for Overseas Cooperative
Assistance (VOCA).

Between 1992 and 1997, 85 VOCA volunteers provided assstance to 139 agricultural
organizations. There were 49 assgnments with agricultura producers, and 41 separate
agro-processing projects. The basic god wasto help reform private farms, cooperatives,
and food processing companies. Initialy, VOCA provided training to farmers, managers,
and officids concerning the devel opment and management of cooperative farms. Later,
VOCA focused its efforts on improving the operations of Lithuania s top food processing
companies.

Asaresult of VOCA'’sfinancid support, technica consultations, and training events,
many private farmers and enterprise managers learned how to adapt to the free-market
systemn and expand their business. The direct economic impact of the VOCA program has
been estimated at more than $11 million (seetables 1 to 4), with aratio of more than ten
to one between benefits achieved and costs incurred. By 1996, one-third of the
agricultura produce in the Lithuanian market came from private sources. Today, more
than one-half of the agriculturd productsthat are privatdy produced come from former
VOCA clients.



THE EARLY YEARS

During the firgt stage of its activity (1992-1994), VOCA worked to develop and
modernize cooperative farmsin Lithuania. Large, newly privatized cooperatives or
"bendroves' werethe initid target. One sgnificant obstacle was resistance on the part of
many farm managers to abandon a " comfortable system™ in order to reorganize dong the
lines of Western models. Accordingly, VOCA adopted a long-term approach to
developing cooperative farms, using loca experts to provide continuous training and
hands-on assistance.

In 1993, in order to make this indigenous training capacity more sustainable, VOCA
spearheaded the creation and ingtitutiona development of the Lithuanian Agriculturd
Advisory Service (LAAS), in cooperation with the Danish Agricultural Advisory Service.
VOCA provided financing, training, and technical support to the LAAS, and conducted
18 projects with/through it. VOCA volunteers aso organized and conducted training
seminars for LAAS agents on crucid subjects such as consulting methods, effective
communication and presentation skills, program planning, and performance evauation.
VOCA helped the LAAS with its management Structure, program of activities, and
mission statement. VOCA volunteers worked with the LAAS to set up an audiovisua
studio and asmall publishing house. These have been used to prepare a series of
educationd videos and magazines, which are widely distributed to farmers and
cooperdtives, and used at seminars and meetings.



PROGRAM EVALUATION AND REORIENTATION

The results of the firgt years of VOCA’swork, developing cooperative farms and
conducting training through the LAAS, were evauated in 1994. VOCA and USAID
concluded that the large, newly privatized cooperatives were not fully receptive to expert
assstance. Accordingly, they agreed to modify the gpproach. Together, VOCA and
USAID sdected dlients with the greatest potentid for success, namely smdl and
medium-Sze private farms with reform-minded management. Also, while work to
strengthen the capacity of the LAAS continued, greater emphasis was placed on
providing expertise and technical assstance to Lithuania s top food processing
companies.



THE FINAL YEARS

During itsfind three yearsin Lithuania, VOCA increasngly oriented its work towards
srengthening the food processing industry. Preferred recipients of assistance were
established companies with reform-minded managers and sound organizationd

structures, which had the capacity to efficiently utilize VOCA assistance and demondrate
rapid and concrete results. An important part of this srategy was a vigorous client
selection process, which enabled VOCA to accurately identify and target the local
companies best able to benefit from technica consultation in specific areas. These
companies were then carefully matched with top-levd VOCA volunteers having
experience in the specific areas needed.

VOCA'’sworking practices contributed to its success. The most crucid issues facing
individua clients were carefully identified, and assistance was targeted accordingly. And
VOCA consstently located and secured highly qualified specidists, who were able to
meet the client’s exact needs. For example, among the leading executives who
volunteered was a Vice-Presdent of Tyson Chicken. Some of the volunteers visited
Lithuania as many asfivetimes. VOCA aso used extensive feedback to amplify its
achievements, and employed a highly effective reporting syslem under which volunteers
analyzed the problems, the best solutions, and the expected outcomes. As aresult, VOCA
helped company managers to develop new skills concerning the assessment and
resolution of business problems. For example, one company executive learned how the
use of soy feed could improve profitability, and how to accurately measure the resulting
savings.

In part because of the close contact between VOCA and its clients, and the "hands-on" ap
proach taken, VOCA established a number of long-term relationships. Indeed, VOCA
was able to continue its partnerships long after the departure of its volunteers. This on
going assistance includes follow-up, eva uation, and even further joint projects.

Training programs aso helped Lithuanian agro-businesses to modernize and Westernize
their management and production techniques. Training in the United States was used to
complement the expert technical assistance provided in Lithuania, and the locd training
offered by the LAAS. For example, one VOCA volunteer funded avisit by 12
Lithuanians through U.S. based Entrepreneuria Management and Executive
Development and the Partnership Training Project for Europe. A month was spent at
cooperative farms and conducting research concerning agricultura policy. Afterwards,
severd executives from the LAAS received in-depth training a the Agricultural
Education Department of Penn State University. In Lithuania, VOCA cooperated with the
LAASto arange seminarsin 22 of Lithuania s 44 didricts, a which more then 650
farmers learned practical means for increasing their tota production. Hundreds of
members of agricultura advisory boards were ingtructed concerning how to provide
services that best meet the needs of local farmers.

In support of these training initiatives, VOCA Volunteers trandated and published
textbooks and other educational materials on cooperative management, such as Marvin



Shears book "Cooperatives. Practices and Principles’. They were distributed to farmers
unions, agricultura colleges, Members of Parliament, the Ministry of Agriculture, and
farmers participating in VOCA seminars. For thefirg time, college sudentsin Lithuania
received training on how to run a cooperative farm, and farmers gained access to the
latest information on management techniques.



THE IMPACT OF VOCA’S WORK

VOCA provided assistance to previoudy state-owned Lithuanian farms during a critica
period, enabling them to more successfully organize themselves into cooperatives and
private companies. It is no coincidence that over 40% of the fastest-growing cooperative
farmsin Lithuania have participated in VOCA training programs. In addition, Lithuanian
farmers have benefited from training and support provided by the LAAS, another VOCA
initigtive. The LAAS has developed into alarge and effective organization, with 44
branch offices located in each didtrict of Lithuania, and 220 extension agents supported
by agaff of 20. The effects of the program have reached government circlesaswell. The
current Minister of Agricultureisaformer Director of the LAAS, and a number of
officas from this Ministry cooperate with the LAAS. Through the LAAS, VOCA’swork
to modernize cooperative farms in Lithuaniaand train Lithuanian famersis st to
continue indefinitely.

In the agroprocessing sector, VOCA projects resulted in direct benefits approaching $5
million, and indirect benefits reaching severd times this amount. Over twenty thousand
jobs were either created or saved (see Table 4), while profitability and production both
increased. Many clients followed every recommendation made by the VOCA experts,
thereby achieving exceptiond results with comparaively smdl invesmentsin training
and equipment. A concrete exampleis VOCA's collaboration with the U.S. Soya
Asociaion to implement a pilot project that saved Lithuanian companies nearly $2
million (by switching to soya feed), and generated more than $7 million in American
exports. As aresult of this success, asmilar gpproach was followed in Poland, and
severd agriculturd companiesin Latvia switched to the new feed regime based on
American exports. These developmentsin Lithuanian agriculture are asgnificant and
sustainable step forward, which would not have occurred without assistance from VOCA.



CONCLUSIONS

The VOCA program in Lithuania managed to achieve concrete and pogtive resultsin the
agriculturd sector at atime when agrobusiness faced a crisis due to the loss of traditiona
markets and the dissolution of the system of state ownership. By carefully focusing on

the problems faced by agricultura cooperatives, and offering technica assistance from
volunteer experts that was carefully designed to meet those problems, VOCA hel ped
import modern management systems, improve productivity and product qudlity,
introduce new technology, and reduce production cods.

VOCA’swork with the LAAS, training and information programs, and technical
assistance for top agroprocessing companies are noteworthy. VOCA management
contributed to legd reform of the agricultura sector by advisng Members of Parliament
and their staff concerning legidation goplicable to private sector cooperatives. Findly,
VOCA deserves high marks for its sound methodology, its successful implementation,
and the long-ladting results that it has achieved. Throughout its work in Lithuania, VOCA
maintained a collaborative gpproach with USAID and its counterparts, and developed
grong persond and professond relationships with its clients.

At the heart of VOCA’swork was a needs-driven project management yle, utilizing
extengve feedback and andyss of the results achieved. This enabled VOCA to
accurately assess and rapidly respond to client demands for specidized technica support.
Y et a the same time, the volunteers became extremely engaged in the process, offering a
highly persondized service that built long-lasting bonds that serve as an example for the
donor community.

The tota economic impact of VOCA’swork has been estimated to exceed $11 million,
from program cogts totaling $1.1 million (see Tables 1 and 3). Increases in agriculturd
production and efficiency are continuing to this day. By generating loca capacity, most
notably through the LAAS, VOCA has set in motion a process whereby Lithuania can
now develop its own expertise and engage in sustainable reforms. Cooperative and
private farming continue to get stronger in Lithuania. Indeed, severd Lithuanian projects
are serving as examples for other countries. The impact of VOCA' s program in Lithuania
is certain to continue well into the next century.



SUCCESS STORIES

VOCA Volunteers Help A Poultry Company To Introduce a New Feed Rationing
System and Veterinary Care Program That Saves $390,000 Annually

One of Lithuania slargest poultry enterprises, Kaisadorys Poultry, was having problems
bresking even after many of its Socidist Bloc markets disappeared in the early 1990s.
Also, Soviet methods of feeding and poultry management were inefficient, necessitating
organizationa reforms and new production techniques.

The serious desire for reform on the part of management was one of the main reasons
VOCA sdected Kaisadorys Poultry. Two volunteers ingdtituted feed rationing, as well as
more efficient poultry management and veterinary care programs. As aresult, the poultry
mortality rate was reduced by more than 30%. The volunteers also introduced a new
soybean feed to the company. Although it was more expensive than the previoudy used
feed, the qudity was so much higher that the resulting increase in poultry growth rates
actudly saved the company $390,000 per year!

"Our VOCA volunteers, even though they were with us for just afew weeks, heped usto
make great changes quickly. Since their project was completed and the recommended
changes were made, we have saved dmogt $1.5 million," said Kaisiadorys Poultry
Generd Director, Saulius Macius. Company executives are now channding their cost
savings into the expansion of production facilities. Thisincludes the purchase of new
equipment and soybean products (much of which isimported from the United States),

and hiring additiona employees.

VOCA Volunteer Implements New Veterinary Techniques at Hog Producer,
Increasing Revenues by 15% and Saving $215,000

The Daina Hog Farm, a medium-size producer, faced bankruptcy in 1994-1995 due to
dragtic increases in feed cost and a sharp drop in demand. VOCA enlisted an experienced
volunteer, who visited twice and made more than fifty recommendations to improve the

company’ s efficiency.

One of the mogt seriousissues facing Dainal was poor design of the main building, which
interfered with temperature control and breeding. The volunteer helped company officids
redesign the facility. This enabled Daina to save energy, and increase breeding rates (by
7% in 1996 and 4% in 1997). Greater efficiency led to $24,000 in annud savings.

With assstance from VOCA, Dainai embarked on a concerted effort to improve
sanitation and reduce mortdity rates. Through training, improved veterinary practices,
and revised sanitary procedures, the generd hedth of hogs improved, and mortdity rates
fdl by 5% in thefirg year done. These improvements have saved Dainai $215,000 per
year.

"We are very thankful for the assistance provided by VOCA. Since we implemented the
volunteer’ s proposals, our company has increased its revenues by approximately 15% for



two successive years. We didn't even redize the full extent of the impact from VOCA'’s
assstance until they helped us perform an evduation”, said Generd Director Kasparas
Jurevicius.

A Low-cost Feed Regime Developed by VOCA Saves a Hog Company $250,000

The Grabupelia Hog Enterpriseis one of the leadersin this field, with annua production
surpassing 25,000. Y et after the company was privatized in 1993, management had
difficulty implementing the reforms that were necessary to increase efficiency. And the
termination of State subsdiesin the face of rapidly rising feed prices threatened the very
exigence of the enterprise.

A VOCA volunteer visted the Grabupdia hog farm in late 1994, and determined that the
company’s feed regime and feed mixture were not optima. The volunteer helped put a
low-cogt feed rationing system in place, which reduced expenditures by 8% and increased
the amount of meat per hog. The volunteer then introduced more effective veterinary
procedures, resulting in a 30% reduction in mortality rates. By following additiona

VOCA recommendations, the company aso managed to increase the birth rate for hogs
from 57% to more than 80% in only two years. Annud savings reached $35,000.

This assistance helped Grabupdia avoid closure in 1995 and return to profitability. "The
VOCA volunteer enabled our company to improve amost every aspect of production
process. We have been able to save more than $250,000. We are very grateful to VOCA
for helping us achieve these results,” said Grabupdlia Generd Director Aleksas
Kablauskas.

Major Egg Producer Improves Feeding and Energy Efficiency with VOCA Help,
Saving $350,000 Annually

Girde was among the leading poultry enterprisesin the region at the beginning of the
decade. It produced more than one billion eggs annudly, more than half of which were
exported. Y et Lithuanian independence crested a critical Stuation for the company. The
loss of traditional markets cut product demand in hdf virtualy overnight. Company
executives did not have the knowledge and skills necessary to adapt to a dynamic market
econony. By 1993, Girele faced bankruptcy.

VOCA was engaged to provide the required expertise, and company officias were eager
to learn. "Our two VOCA volunteers Westernized the entire attitude of the company. We
were ableto look a our business with new eyes. Together we found dozens of areas
where we could improve. They showed us ways to make money, and we followed the
volunteer’ s recommendations 100%," said Girele Generd Director Stasys Dainus.

Feed regimes were changed to achieve a better nutritional balance, and the factory’s
nutritionist received training concerning the new methods. Water and dectricity costs
were reduced through energy saving measures and more accurate controls. Revised feed
rationing, poultry management, and veterinary techniques were introduced. This enabled
the company to increase production by 12 million eggs in 1996, while improved



sanitation reduced mortdity rates for layers from 11.5% in 1995 to 6% in 1996. Improved
feed regimes |owered the amount needed for producing 100 eggs by five pounds between
1995 and 1996. This led to savings of $350,000 annudly, and enabled broiler birds to
reach commercid weight two weeks earlier.

The direct benefits achieved by Girele have been passed on to other individuas and
enterprises. For example, the company director teaches the new methodology to his
sudents a the Kaunas Agricultural University, and aso to Girde' s suppliers. The
success of the VOCA volunteers at the Girele enterprise was aso repeated at the
Juodsilial poultry enterprise, where revenues increased by $195,000.



